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Intensive Reading Instructional Teams is a laboratory 
project for third graders and for some fourth graders who have 
difficulty in reading. It features a carefully individualized, 
eclectic approach made possible by low student/teacher ratios and by 
a Hide variety of materials and equipment. The unique features of 
this program are the use of an intensive, three-hour sessionevery 
morning for ten weeks and a team approach to instruction. This 
brochure describes the program's approach and requirements m terms 
of -instruction, management/communication, personnel, 
materials/equipment, facilities, and costs. Criteria to consider m 
adopting the program and a timetable for getting started are also 
outlined. (AA) 
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Intensive Roadinrj Instructional Teams is one of six projects 
nelet'led as unusually successful for teaching reaaing and/or mathematics 
to underachieving students in low-income areas. Project Information 
Packages including deteiled guidelines for installing and operating 
these projects are available from the U.S. Office of Education to 
qualifying school districts. 
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In one corner of the gaily decorateri claGsroon, two third graders 
are ennaned in an animated word game. In the center of the room, another 
student leans earnestlv across a low table, gesturing as she explains 
her book to the teacher. A dozen others work quietly at tables or learning 
machines. 

The word gams breaks up. The two studentG check their folders for 
their next aGsignments and go their separate wayG. 
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intensive Reading Instructional Teams 
(IRIT) 



Intensive Reading Instructional Teams is a laboratory project for 
third (some fourth) graders with difficulty in reading. It features 
a carefully individualized, eclectic approach made possible by low 
student-teacher ratios and a wide variety of materials and equipment. 
The unique features of IRIT are high intensity and a team approach to 
instruction . 

Students selected for IRIT report to the project rooms for an 
intensive , three-hour session every morning, five days a week for 10 
weeks. The all-morning sessions immerse the students in reading and 
language learning, and also prove attractive to the regular classroom 
teacher. Since participating classes each send about 10 students to 
IRIT, the greatly reduced class size lets the regular teacher work 
closely with the remaining students for the 10 weeks that the IRIT 
students are gone. Of course the new skills and attitudes acquired by 
students in IRIT continue to simplify the teacher's job after the stu- 
dents return. 

An IRIT team consists of three exceptionally skilled reading 
teachers, each with a separate classroom and each specializing in a 
different area of reading. The team handles 45 students in each of 
three 10-wcnk cycles, 135 students per year. 

Students are divided into three equal groups which move from 
teacher to teacher at hourly intervals. This means that each teacher 
must provide individualized instruction for all 45 students every 
morning. Net only must the instruction be individualized for each 
student, it must be carefully coordinated among the three teachers. 
This planning and teamwork is made possible by another unique IRIT 
feature: teams devote the entire afternoon to preparation, coordina- 
tion, and professional development. 



Project Origin 

IRIT was developed by school personnel with EISEA Title I and 
state funds in Hartford, Connecticut, a generally prosperous city 
with larQO economically depressed areas. IRIT has been in operation 
there since 1965, and has recently been tried out in selected loca- 
tions throughout the United States. 
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IRH provides supplementary instruction for third-grade students 
with problems in reading. Gome fourth graders may be included at the 
discretion of the teams and the regular teachers. 

IRIT uses nn eclectic, individualized approach emphasizing 
personal attent.:)n, careful diagnosis, and a wide variety of learning 
methods and materials. The exact procedures followed witn any single 
student are left largely to the IRIT teachers, although the project 
director monitors instruction and gives advice. Thus the teacher is 
hhe l^ey to IRU instruction, and the quality of the instruction rests 
largely on the talents of the teachers. 

An IRIT tean of three teachers works with 45 students at a time. 
The students attend IRIT daily for one 10-week cycle, spending three 
hours per morning in the IRIT classrooms. The 45 students are divided 
int') three heterogeneous groups of 15 students each, and they keep 
the srjme groups throughout the cycle. Each IRU teacher has a separate 
classroom and concentrates on a different area of reading. The three 
groups of students rotate from one classroom to the next at hourly 
intorvnis, so that every student covers all three reading areas each 
d;iy» and each teacher teaches all ^5 students. 
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The three IRIT areas are decoding ♦ vocabulary and comp rehension, 
and individu alized r eadincj. The general approach lo learning is similar 
in all Ihree arent;. Classroomn are warm, gaily decorated learning 
centers filled with a wide variety of commercial and teacher-made mate- 
rials, equipment, and games. The team conducts a thorough program of 
diagnostic testing at the beginning of the cycle, and teachers carefully 
monitor or retest students throughout the cycle, using materials appro- 
priate to each reading area. Daily, individual records and lesson plans 
are kept for each student, and students quickly accept responsibility 
for following their lesson plans with a minimum of prompting. The 
teachers move from student to student, occasionally working with pairs 
or snail groups. The atmosphere is free and warm but, at the same time 
orderly and serious. Students with a history of failure become involved 
and successful in the IRIT program, and the improved self-image and work 
habits show up quickly in the regular classroom. 

The three reading areas differ in terms of goals and materials. 
Decoding concentrates on basic phonics skills which are lacking in 
n early a ll IRIT students. Much of the decoding instruction is really 
drill, but games, learning machines, and interesting materials make 
it attractive to the students. 

Thpse basic skills are useful only if practiced in context, and the 
vocabulary and c omprehension room focuses on integrating the decoding 
ikin? into practical reading skills. Students use equipment, program- 
med materials, and learning games to expand their vocabulary and improve 
their ability to get the meaning out of complete sentences and para- 
graphs. 

Freed from the need for skill-building drills, the individualized 
reading teacher focuses on building a desire to read. The room as 
filled w ith books and materials which are relevant and appealing to the 
students. Students select and read books that they like and discuss the™ 
with the teacher. They also take part in activities and games ained at 
general language development. 

IRII procedures for selecting students play a key role in project 
success. Team teachers meet with sending teachers before each cycle to 
discuss the children nominated for IRIT and the materials that the send- 
ing teachers would like IRIT to emphasize. Final selection of students 
is made by the IRIT team on the basis of test scores and tea. her recom- 
nendations. 

The IRIT approach has been tried with children from first through 
sixth grade, but it has proved most effective with third graders. The 
instruction is probably too intenr.e for most younger children. 
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The IRIT management style falls halfway between supervising the 
teachers closely and giving them complete freedom. The project direc- 
tor provides administrative support and instructional leadership. The 
intensive, team approach provides the framework in which the teachers 
can work effectively. But the IRIT instruction itself is largely under 
the control of the IRIT teachers. 

As instructional leader, the project director visits each team at 
leRSt weekly (more often during the first year) offering suggestions and 
advice. Me or she also serves as a resource person, keeping abreast of 
the latest techniques and materials and conducting regular in-service 
training sessions. These inputs are important to project success, but 
serve more to supplement the teachers' own ideas than to control their 
classroom activities. 

As administrator, the IRIT project director is responsible for the 
usual planning, budgeting, troubleshooting, and personnel functions. 
Because the teachers are so important to the success of the project, 
hiring the right teachers is one of the director *s most important 
tasks. Once they are hired, the project director must make sure that 
they have the material resources, the preparation time, and the level 
of morale that they need to teach effectively. 
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The project director must arrange Tot good clacsroom space and get 
the funds to equip the rooms well. Teachers play the major role in 
splectinn materials, nnd each team controls its own yearly materials 
budget. In addition, tenchers are expected to create many special- 
purpose materials on their own. 

There is no time in a normal teacher's day to individualize in- 
struction for 45 students, prepare materials, coordinate with the other 
team members, and participate in frequent in-service training sessions. 
IRir teachers are given all afternoon to accomplish these tasks, with 
full pay but free from teaching responsibilities. 

IRIT demands extra effort from the teachers, so morale must be 
hiqh The delicate balance between project director supervision and 
team* independence is a critical management factor in maintaining good 
morale. In addition, regular project-wide in-service training meet- 
ings and daily cooperation within each team provide IRIT teachers with 
mutual support and help keep morale high. 

IRIT must operate as a cohesive project. Teams may be housed 
in regular school classvooms, but all team teachers are responsible 
to a single IRIT project director in the district office rather than 
to the school principal. This special status is required to ensure 
selection of highly qualified teachers and to maintain close communi- 
cation within the project. 

One member of each team is designated as "team leader" by the 
nroiect director and serves as team spokesman, providing liaison with 
the project director and the regular school staff. The team leader 
may help with in-service training or take on other special duties, 
but does not supervise the other team members. 

Within a team the organization is democratic, with each teacher 
responsible for his or her own reading area. Even though classrooms 
are separate, however, teachers must work together closely in the 
afternoons to coordinate instruction for all students. 

The approval and close cooperation of the schools is critical to 
project success. IRIT teachers view the project as a service to the 
reqular classroom teachers, and IRIT has formal procedures for includ- 
ina the classroom teacher in the selection of students and learning ma- 
terials IRIT also serves as an active demonstration center for local 
teachers and outside educators, and involves teachers and parents in a 
variety of activities, such as open house and graduation ceremonies. 



ii?iT: t:5TiMAri\f; cusrs 

(Grit? Icijn, 133 StufJerjta) 



/. umtxT ['out, to Projoct 



Ptjrsonrif.'l 

5pcrt?t. nry to Prajjn-t Direct.ur ^ 

L(*arj Tonr her 1 .0 

Tpnm Teachers 2,U 

rt?nni Secrotfiry 1 .0 

F nc i 1 i tic'Z 

Projt?ct: D I roL'liir ' i; OtTjcj* I 
Icmi nrrirc 1 
Clnr»5roomG 3 

l)t.h(?r 

T rnnfjpi I r 1 r»t ion of siurjentt; ( if reguirLul) 
Tot. nl Lr>timntffj Anrujnl f.'ofiL 



AODITIO.NAL SIARr-IlP CUST^i 



Pnr^'^onnol 



Pr[) jec L Di rector ( Mnrch-Au(jtj:^t , time ) 

Lend lejicher (Auqu^t, full-tinte) 

rpnininc] Gtiperul:: for re<»chers (two weeks) 

I In t. e r i n 1 5 / f qt i i pntMi t 6,000.QU 

lotnl Pnt imnterj AcMitionnl Gtnrt-Up CoGt 



See pntje 9 of the .Toject Selection Guide . 

2 

IF this salary would not be charged to project funds, enter zero, 
^ Space may be available within the district at no coGt to project. 
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IRIT ORGAN I /A HON 



• AJnirufUrnUvt' pfi'sofini' 1 

Project, director nnd socret-Try (hnlf-limo) 

• Tenms 

Tram leader 

Two te.'jm tfsTchcrii 

^jccret nry 

• Wj rAudent^i 'ont' In t.hreo r.chooln) pach year per 



m\ rrnijirps n half-lir.c project director (with hnlf-time secre- 
tarinl -iuponrt ) ..nd one or mor^' tean'. of ttiree tenchers. One mernber 
of each lU,n 1.3 deGiqnnted nr; ^enn leader." Ia.all>, each team has u 
ful l-t imo r,ecretai> . 

It IS -tdvi';nt)lf? to hecjin the project with only one or Uo teaTis, 
',iucv pL-u.ninq nnd iPp lenent inq c new project plnce a heavy load on 
tfM- project director durimj the fir^^t year. As project operation be- 
comen nore routine, the director will be able to devote time to the 
additior.nl trnirnnq nnd coordination required by a larger number of 
leans. In tf>. oiioinatinr, district, n half-ci:ne director manages four 
tcamu . 

r-ict> l»an U-iichcT, i*'' nludcnlG in onch of Ihroc 10-weck cycles, 
00 thnl in ye-,,r one Lc.p con nerve . lolnl of 135 sLudenLG. Exper- 
ion,- hn-j -i'^owr. lhal sluOonla aL a Imo lo about the maximum that 
one HIT .cncher con handle. Teachers wuuld like e.en smaller groups, 
but project costs would rise -iccordinQly. 

In nost Civ-.e-., eiu;h IHIT tean, serves more than one school per 
yonr. Tho team nay he housed in one of the schools it serves or in 

-:pp,,rnte buildinq. Hov<eve. , houoin,, a tcan in a separate bui dinq 
increases transportation problems and coots and isolates the IRIT 
teachers from the sending school staff. 

lypxcanv. a lean serves students from its hone school for one 
or two cycles .-.nd transports students from other schools f^or the 
Remaining cycles. Where necessary, two ocl or-1. may send students 
to a sinqle' cycle, hut the loqistics bee--.- r >re complicated ar. the 
ni,inbcr of aendinq schools per cycle is increased. 
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Uip IRII litnff i'Z cnnpourd of* n li.jlf-t imc tjrojt'ct director rmd 
thriM' trarhrrt; pt-r trnm, one of whun in drsKjd.'ittMl tnan loader. Hie 
pri)j.vt. dirrctoi i:, Mssi'.ted t)y a hi.U -t im' st-r r^'t nry , and a full- 
tint* r.errrtarv is r»M|uu''d tr)r ♦sich tram. 

The nucccGS of IHIT dopcruis heavily on Mir r.alihf^r of {he pru- 
loct pprnonnnl. The project director r:uj!;t he a dynaniu^ hut rA^uniliwc 
adnini-'.tratnr, and a.) export in tearhmo rcadinq. Toachers must hn 
expert r*vidin(] lea.hen; af;d rwir.t he ahln tn wnrU well in a tf^^n•. 



KM r i'rn iert l)K>vlnr 



IRII demands li hKjhlv skilb'd and dynar'.ir (irnjrct direrlnr whn 
r; an ah'., adnirust rator and who is rer.perlert in the distnrl as an 
exfierl in teartiin(} readiru]. 

ihe projeet dirertnr's firr.l task is tn (jair, the conperatinn nf 
school principals Hod t(>achers m arrari(|ir„: far space, adaptinq sche- 
dules settinq up lines of auttiority aful cnnrnufucat lun, and mnkuu] 
initial arrnnqcnents for student Gcloction. Ihese negotiations must 
he tiandlcd with authority and diplociacy iT the project is to achieve 
necr'ssary support in ttie district. 

The project director muiit also hire the hiqhly Gkilled teachers 
required tor ltu> project and must commnnt^ 'heir profeuGinnal rer.pcct. 
Me or she mu';l t>ave the se 1 f -assurance required to qive teachers a 
nreat deal of mdeperulence, and tt.e tact required to provide ttie sup- 
port and supervision necessary for effective instruction. 

tVuntnininq cloi:;e connttn icat ion and quod relations with non- 
project personnel is a cnnt mumq adnin ist mt i ve respooGibi 1 ity . The 
nro iect director serves as a mediator between project demands and the 
needs of the f'on(> and sendinq scfmal staffs and ai; a c lear inqhouse 
for information on IRH tecfiniquer; and materials. 



s coordinated hy the teams, but tfie project 
involvement nn{j fiandles any difficulties 
and project teachers. 

tasks include rtwiew of teacfier performance, 
, control of the project tnidqet, and project 



fto.*. parent contact i 
(ji rector supervises parent 
thnt ariS'* between parents 

nther administ rative 
review of materials orders 
e vn luat ion . 

Instruetional skills include trainiru) and conrailtwiq. Durinq 
ihi> two-week start-up traininq workshop, ttie project director trains 
tfu> tcar ^u'r-> in IfMT pfulosophy and procedures and helps them learn to 
u-e tf- materials tfiat he or she has ordered. Through weekly visits 
and seni-monthly m-service sessions, tfie project director serves as a 
resotjrce for new ideas and makes suqqestions on strnteqies and mate- 
rials to team members. 
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IRIT Team Leaderii 



lUt* position of" irim lt?jj(jer ir> morif ,i aw administrative con- 
venience than a delegation of formal autl'.^ori ty since all of the IRIT 
teachers are highly qualified and able to jpOi*ate independently. How- 
ever, team leaders have qualifications in addition to those required 
of the other two team membero. They should be certified reading spe- 
cialists or consultants who ore capable of coordinating team activities 
and providing professional leadership. They should also have the 
interpersonal skill and diplomacy required to serve as a communicator 
between the teams and nonproject personnel. The team is not techni- 
cally under the authority of the home school, and it is essential for 
the team leader to communicate frequently with the principal if good 
relations are to be maintained. 

As additional teams are added, the team leaders' role becomes 
increasin(jly ifi^portant, especially in organizing communication be- 
tween the project director and team members. 
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IRIT Teachers 



Fxreptional ly 'jkillffj antj fj(?dir:nted teacherii nre needed to ful- 
fill the unusual demands mode by IRH. Tnch teacher is expected to 
individualize instruction for 43 students each day nnd coordinate 
thif? instruction with the other team members and sending teachers. 
This nenns that teachers nust have sufficient expertise and profes- 
sional independence to dia(inose needs and apply current instructional 
approaches to their own special reading area with little supervision. 

The hirjhly individualized natu-e of IRIT requires teachers that 
are original and creative in developing specialized reading materials. 
ftych team Tiember must also be a conscientious record keeper and lesson 
plarmer. Individual lesson plans and progress records for all 45 stu- 
dents must be constantly kept up to date and l)e available for inspec- 
tion by visitors. 

IHIT teachers have a warm personality and are able to develop a 
clor^L* personal relationship with the project children. Since many of 
the students will have a background of failure, the teacher needs to 
t)e able to improve self-concepts by providing a supportive atmosphere 
and by re inforc iru) student success. The ethnic and racial mixture of 
I he typical project student population requires teachers who respect 
all cultures. 

To find such teachers, the originating project director requires 
that candidates have at least two years' experience in the district 
and are respected as excellent teachers of reading. Their class- 
rooms must demonstrate their talent for creating original teaching 
naterials, and they must welcome the IRIT role as a demonstration 



Larh tean requires secretarial help for the production of 
leacfier-nade nnterials and the extensive record keeping. A full- 
time secretary for each tean with experience in these areas is 
highly desirable. 



teacher . 



IRIT Team Secretary 
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fnch of the three IRIT cIa«?srooms is provided with a wide variety 
of highly motivational materials Jsnd equipment. A core of commercial 
materials described in the PIP is common to all teams, but each teacher 
in expected continually to develop original materials tailored to the 
noods of individual students. Filmstrips, records, games, typewriters, 
workbooks, basal readers, reading kits, and a variety of books for in- 
dividual rending are used in the project. Decoding and Vocabulary/ 
Cnnprohension materials and criterion-referenced tests also facilitate 
inst ruct ion . 

AtxDut $7,500 provides the recommended core eguipment and materials 
for (ino tearn. The? amount varies depending upon the quantity of recom- 
no.'ulpil mntoriah; already present m the district. The projf'ct director 
ordprs tf^e core materials in the spring so that they will be available 
for training in August. 

Once the project is under way, each team has its own materials 
budfjnt nnd decides how funds are to be spent. The project director's 
role then becomes one of making suggestions and recommendations and 
approving orders submitted by the teams. 





14 




IRIT'g warm, brightly decorated learning ccntcrG arc essential 
to project Guccor.r>. They offer an nttractive contrast to regular 
clossroonn nnd holp r jet ic rate thp son ye of enthuGinsm nnd vitality that 
chnr.ictori/L'3 Ihc IRIT teacfu'rs nnd studentc. 



The project director nriiinqo!:; for the throe r.opnrnte, preferably 
nd J HP on I clasiiriionr; retiuired for each teani. The roomt; are used full- 
timo by IRU. f! lar.sror.tns arc noGt appropriately located in a home 
jichoo I . 

r(?acherr. :>ro rei'.ponr. itiln for arranrjinq and der:oratinq tiioir in- 
dividu.il rlnsri rooms. I o f.-tft, they nre sel{?ctnd paituilly on the 
ha;u': of Um^ ina(|inntion arui skill with which thoy decorated their 
rcqular classroom!;. \Uv roornn are furnished witli tables nnd chairc 
that can he brightly paint.ed fir modified. 

An office for the tean and tl<e team secretary lihnuld he located 
ta.Mly elose to the c la si? roomy , Furnished and equipped office r>pace for 
the project director nnd ct?cretary ir» in the dir,trict office building. 
Thio location reinforceG the dirertor'r, coaition as administrator. 
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HUT GETTING STARTED 



If your district electc to implement IRH, and your application 
for the PIP is approved, the project director will have many planning 
tacks to complete before training and instruction begin in the fall. 
The director's role is extremely important. The same person should 
carry out initial tasks and subsequent troubleshooting. He or she 
should start in March on a half-time basis to carry out the required 
start-up tasks within the time frame shown on the chart facing this 
page. 



The project director: 




2. orients personnel of tentatively identified home and sending 
schools and other relevant administrators in the district. 




4. recruits and interviews prospective staff. 

6. orders necessary furniture, core materials, and equipment. 

8. hires external evaluator or designs project evaluation, 
m. makes arrangements for September student selection meeting. 
12. plans start-up training workshop and arranges for consultants. 
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5 P R 1 N G 
March April May 



SUMMER 
June July August 




Task 8 XXX 



Task in 



Task 12 



xxxx 

xxxxxxxxxxxx 
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IRIT 



AOnPriON CRULRIA 



INTCNTION 



!H?loct IRII nn]y if your j^chool cJir,Lricl can r;u?et Ihv following 
project requi renenlG : 

INSTRUCTION 

• Teacher selects nctivities within r>ubject area. 

• Students nove from activity to activity quided l)y folder. 

• Student -teacher ratio 1"^ to one. 

MAN AnF.Hf N T /COf 1MUN I C A T I ON 

• Instrurlional and administrative leadership from project 
ft i rector. 

• If'.'irhers have afternoonG for preparation. 

• Df.Tionf,;l ration center emphasis. 

ORGANI/AIION 

• Arininistrative perf>onnel 

Project director and secretary (half-time) 

• T earn 

Team leader 

Two team teachers 

Si?cretary 

• Wj students (one to tliree schools) each year per team. 
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StMf'ct. I KM only if 

Hio foWovmu] rr;-,r)iii ft-; art' a 1 1 ab 1 r : 



• Cmj.MM. rhia'ctur ir. n (^apjible n(in inisl rat nr antt expert rnndincj 

• f'nwrrt fiiir. l ur t:a(. pruv ulr inr.l rocUr)nril loadnrclup Uj IMf? 

• \'!>an \eait«'r-. arr ctI j r lol roarhn.) r.pocialujtu nr cunr.u I lanUi 
wit hin lUv dislr icl . 

• r-'.u'. l"adf'r".; {U)<]ri!inat<-' loan .art ivil ici; . 

• n-iJ tr.Ml.crs arp wf 1 1 rt'spectrd in the (Jr.aricl as exceptionally 
•■.U\ 1 • '"afher*. et rradiftri. 

• IfMi t^Mflier-, ari" uri'jinal and ereative in tieveloping 
^i'fM i.il I /eii readuKj fiateriah;. 

• IfMH :,.'nrfafv hnlpr; witii rerord keepuuj and pruduciruj 
nat r r ta 



MAi! KI Al.'. { tJIIII'tn M 

• A widf. varietv of cnonemal and teaeher -mntle mnterials. 

• A 'v.'d«'ml'> bitdfiet firuU^r the cord.rol of ea'^ti team. 

• Vni" r.itf'rials ;iv;iilalile m Auotist. 



f Aril, 11 If 'i 

Ihi f'f 'if'p iraN'. t ract ivr-ly clf'rorated elassroons for each 

An'of'firr for ll:e t nan anrj lean si-cretary Itjcatetl near the 
r 1 MS"> r(;ai;:'". . 

r Ml -irr? 1 hr 'irhiMhjle f oi' <iet t inij litarted: 

Pro t fiiref'lor slartr; m Uarch. 
rirsl-year lu^hnolr. ronfirined in April. 
! ()t.' n.d tM^ials. rniiiprt(?rd ordered in Af^ril. 
!.-,,, tiers hirtMj m ft.'iy. 

Tv,(,.wrpl dart-nr> trainint! wnrkshnp in .Atiqusl . 
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Tho vtcvk ovr:ii^r\\AM\ or rppnrlori hi? re in war; performed 
pur-.uant to a Contract f ron the U.S. nffice of Education, 
Oepartment of Health, Tducntion, and iVelfare. fiowever, 
fhf opininnc oxpreni^ed herein do not necessarily reflect 
thp position or policy of the U.5. Office of Education, 
;)ruJ no official ondorntMncnl by the U.S. (Jffice nf Educa- 
tion should bo infffrrod. 



Prepared by RHC Research Corporation 
Under U.G. Office of Education Contract 300--76-D002 
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